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asked the Chief if we were to get — what would we have to do to get our overtime down
and not have staff working so much overtime so that they could actually take some of
their leave and that proposal is that we would need about 12 cadets. I'd really like to look
further into that to see exactly how that works but I’ve put it on here because I didn’t
want it to be a surprise as we get further down the process. They’ve also requested a
communications officer and an IT radio technician.

Then GIS has requested a GIS technician. Erle, I think has requested that position
for several years due to the volume of work they do in GIS and particular that work that
they do with the developers and the public.

Under Road Maintenance, Public Works would like to create its own road
maintenance construction team. That would require some heavy equipment operators.
Also looking at a survey tech and two solid waste maintenance workers that are currently
half-time employees to go to full-time employees. And then also three utility
maintenance workers for the newly renovated Quill plant.

And then one sheriff’s deputy. This actually was a deputy that the Sheriff already
had but he needed another — he took a vacant deputy sheriff position for this assistance
with all the IPRA requests they get, and so he’d like to replace that deputy position and
not lose it, but he needed assistance immediately with his IPRA requests.

So that gives you the total cost, total number of requests and the total cost, where
we think that would need to come from relative to general fund, so a good — the Fire
positions that were requested would take about a million dollars and we would use GRT
We really have to see if we have enough room in that GRT revenue to cover that before
we would recommend funding it. We do believe in Utilities that the utility revenues,
although there’s an outstanding issue on a wheeling fee, but we believe that there is
enough in utility revenues to cover those utility positions and those utility positions are
essential for when we start the operations at the Quill plant. We also believe that the staff
that were requested under the road maintenance crew or the road construction crew, that
we can actually use all the grants and the capital funding to cover the cost of those. So we
think that that’s probably pretty do-able. It just means they have to keep up with
accounting for their time for each project that they work on.

So the big questions, I really think on this are going to come in — and what
additional Public Works staff requested — come in that $440,000 of general fund or
transfer from the general fund, because that becomes a recurring general fund expense,
and the $934,000 for the Fire. And so we’ll be coming back with some better analysis on
that, but I just wanted to kind of give you the preview that I do believe that the three
utility positions are covered with utility revenues and the other three Public Works
positions could be covered with grants so they are likely to be recommended. And some
portion of the other requests in Public Works and Fire and Growth Management also
have some possible positive outcomes. :

Fixed asset requests, as I said, we have $6 million covered by the general fund.
Here’s how they break out and the types of requests. And then there’s been some cleanup
on those where some of the departments either had duplicate requests. So the original
request totaled $7 million. It’s down now to $6.1 million, and some of them were able to
purchase out of this year’s funding without negatively impacting our estimates for the
end of the year. And so I think that we will be pretty close to that number by the time we
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bring this back to you for a recommendation.

And then these are in the fixed asset requests. These are other funds. This is by
type of request. A lot of this is fire equipment so where you see that other equipment and
machinery, the $940,000, and some of the heavy equipment. Some of these are supported
by fire funds and other funding that can’t be used for anything except fire-related
equipment and not salaries and benefits or other operating costs. So the majority of that is
fire or utilities.

So then we get to employee compensation and benefits, and I know there’s a lot
of information here and I’'m trying to talk as fast as I can, but one of the things that while
we had recurring revenue and matching our recurring expenditures to date, that was based
upon also a drop in our revenues. So if we did nothing for employees and we just funded
the budget as we have it, if we did nothing with compensation and benefits we would
have a balanced budget. However, I think that it’s really critical that we take a look at
funding our employees. We were not able to, other than honor those public safety union
compensation increases by steps, we were not able to give a cost of living to staff last
year, and we also have seen that the bottom of the pay scale, $13 an hour, we know that
even though Santa Fe County minimum goes up we believe that the County staff, we
need to keep moving up that bottom and trying to get closer to I think what advocates
would say, a minimum wage across the country ought to be around $15. So we recognize
we ought to be trying to move in that direction and be leaders in that.

Also, I wanted to consider that since we don’t have our revenues back that
perhaps there’s a way to compensate our employees with a one-time incentive pay that
also rewards them being here through the pandemic and being here for the long haul with
the County. And then we have to take a look at our health and dental insurance rates since
we are self-insured.

So just to give you some information relative to COLA. Typically when we do a
COLA we do a COLA on January 1% on each fiscal year. We don’t do it July 1*; we do it
mid-year. That year we fund a half a year of it before we fund a full year of it. It helps us
grow into that because salaries and benefits are our greatest cost in the County. And
they’re the one thing that’s recurring that to change it means hiring freezes or reduction
in force. Things like that. So we always look at this as the most important consideration
that when you add staff and you have salaries and benefits, that’s for the long haul, and
you need to have a revenue to cover it. So we’re usually conservative in our approach for
cost of living increases, trying to implement them on January 1 and build in a half a year
before we have the full impact.

Just to give you an idea, Countywide, if we did a one percent, a one percent
increase on January 1, 2022, and then a one and a half on January 1, 2023, that would be
an increase to the base budget of $1.7 million on a recurring basis going forward, once
we built into it.

Option 2 would be a one and a half percent increase on January 1, 2022, and then
another one and half January 1, 2023, that would build it — and this is salaries and
benefits, by the way. That would increase our salaries and benefits line item by $2
million. And then Option 3, which is a one and a half and a two would be about $2.4
million, with the same implementation dates.

So this gives you an idea of what I was saying because you ease into it. Year one

TZRZ-ET/58 dITIODTY HAAITTD D48



Santa Fe County

Board of County Commissioners
Special Meeting of April 16, 2021
Page 26

is the first column, so you first six months costs you $337,000 for a one percent,
$506,000 for a one and a half percent, and $506,00 for one and a half. Year two, because
you’d have another half year increase, so you’d have the second half of the year of the
one percent and a half of the year at one and a half percent. That’s $850,000. Total cost in
that year of one and a half and one and a half is a million, and a one and a half and a two
is $1.2 million. And then your last bit of implementation is an additional $500,000 to
$685,000.

So that’s showing you the impact over three fiscal years by doing two cost of
living increases, one on January 1, 2022 and one on January 1, 2023. I'm asking for these
— we usually do one at a time but I’m asking for these because I also would like to be able
to provide information to the management for entering negotiations with the unions. I'm
not making a recommendation at this time because I want to show the Board how I would
recommend we pay for these. You’re probably sitting there going, well, how are you
going to pay for them? You already showed that we have a balanced budget, so how
could we fit additional compensation in for staff? And I have a proposal for that when I
get through all of these.

So another one we talked about was getting our employees up closer to the $15 an
hour. If we wanted to raise those employees who make less than $15 an hour by fifty
cents on the 1% of July, and then a second time, and then they’d get their cost of living on
January 1 if you approve a cost of living, whatever that is, one, one and a half percent,
and then on June 29™, before the end of the fiscal year, so all of this is captured prior to
building the next year’s budget, that would cost, in order to do that under that scenario, if
you just did the one increase, that’s $159,000. But if you do the other increase it’s an
ongoing cost of another $132,000 or in total for those, it would be $292.000. And this
across — this has nothing to do with the bargaining units. This is across the board.
Anybody at the County who makes $13 an hour to $15 an hour. This is how we would
increase their pay by 50 cents on July 1, 2021, and another 50 cents, up to $15, so if you
were at, say $14.80, you would just go to the $15. But to do that by a whole dollar for
anybody under $15 an hour or up to $15 an hour by June 29, 2022. That would build at
additional $300,000, or $292,000 into the base budget going forward in July 1, 2022, so
fiscal year 2023.

So then the other proposal, because we weren’t able to do something last year but
we did end fiscal year 2020, and it looks like we will end fiscal year 2021 with enough
money to fund our fixed asset package, but we also could fund a one-time payment for
non-probationary employees. So we were looking at how could we do that? What’s a
possible way of rewarding everybody that’s been with the County past their probationary
period, but also reward those individuals who’ve been with us even longer? So provide
everybody at least a minimum of a $1,000 payment, but then also provide some kind of
benefit for being here even longer.

We would distribute this one-time payment in order to not go awry with the state
for bonuses, because this is not a bonus. We would pay it over six pay periods, or four to
six pay periods. Obviously, the collective bargaining units would have to negotiate how
they would want to distribute it to their members with our management team, but the
amount in total to each bargaining unit would be based upon this formula. And what we
were looking at is kind of a longevity component to it. And we broke it down into three
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different tiers. Tier one would be individuals who make $40,000 or less, and they would
receive a minimum payment, I believe it was of $1,200, and then $10 more for every
month that they were with the County to a maximum of $2,400. Tier two would be those
at $40,001 to $75,000, which has 460 employees in it. They would receive a minimum
payment of $1,100, and ten dollars for every month with a maximum payment of $2,400,
and Tier three was a $1,000 minimum payment and $10 for every month up to $2,400.

That’s the breakdown of the employees that we currently have that would fall into
those categories and that’s the average amount. That’s the total per grouping for a total of
$1.5 million, which was about the number I was trying to target to say I believe that in
our cash balances we have enough to be able to do something like this regardless of
recurring revenue, this could be done and budgeted as part of our non-recurring
expenditures and be available for negotiations with the bargaining units for next year.
Those who are non-union or who do not have an economic re-opener, which is basically
AFSCME blue collar and all non-union, we would look at implementing this at the
beginning of the fiscal year, sometime in July. And then that gives you what the average
per employee payment would be, and we would look to do that over four to six pay
periods.

And then last but not least is our medical health insurance. So we broke even
between premiums, what we received in premiums from the County and the employees
and what we spent in administrative fees, insurance for high claims, and claims that we
pay out directly. This fiscal year we were dead even. But our advisors show us that health
costs go up about ten percent, the price of health services at your hospital and at your
doctors, continues to go up. So in order to make sure that we don’t — because last year
was a devastating year for the fund. We lost — we paid significantly more in claims than
we received in premiums from employee and employer.

So asked Gallagher, our advisor, to give us cost proposals for a one percent, two
percent or three percent increase to the County for medical. It would range for employer
contribution, a one percent would be $310,000 increase to our budget on the benefits
side, and the three percent would be $445,000. On dental, same thing. One two and three
would be $24,000 to $31,000, and the employees, their total contributions would make up
anywhere from $132,000 to $185,000 [inaudible].

To show you how this plays out, it shows you what we’re currently doing. It
shows you in the green what would be proposed. The tiers along the top are 20, 25, 30, 35
— that’s the percentage the employees pay based upon income. So our highest income
employees pay 35 percent of their premium. Our lowest paid employees, which I believe
is $30,000 and less, because I think our break is $30,000 and less, $30,000 to $50,000,
$50,000 to $70,000 and $70,000 and over. That’s how those employee contributions
work. And then you can see the change.

So you can see at the end, you can see how much proposed employee
contributions would go up on the second row, and on the second row how much the
proposed County contributions would go up. So you can see, for instance if we did a one
percent increase, somebody who’s paying in the highest bracket, $101 per pay period
would then be paying $1.02 more. So it shows you with the one percent the largest
impact would be $9.94 if you’re on a PPO with employee plus family.

KATHARINE CLARK (County Clerk): Manager Miller, I have a
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question.

MANAGER MILLER: Yes.

CLERK CLARK: Is there an analysis on why the cost is going up? Is this
part of just the normal increase? Or is this qq? Or is there sort of an analysis of I guess
why we’re seeing a big increase — I know healthcare costs go up every year, but ’'m
curious as to if there’s been an analysis on why?

MANAGER MILLER: Madam Clerk, Madam Chair, I'll get through this
as much as I can but medical costs, the price of medical services as an industry, just goes
up. Technology, R&D, it just continues to go up, more and more services, more and more
technology and better and better, but it’s expensive. That is the United States medical
industry. Medical services industry, our country does nothing to hold price down, but also
our country does nothing to stop innovation and R&D to have better and better medical
services. And I say better and better, meaning the technology to pinpoint cancer or treat
something is better and better, and it’s just more expensive. So where we as a County can
effect a reduction in claims is through our wellness programs, trying to have the
healthiest employees we can have.

CLERK CLARK: So we’ve see a lot of —

MANAGER MILLER: Madam Clerk, please go through the Chair and
please don’t interrupt.

CLERK CLARK: I'm sorry.

MANAGER MILLER: This also is the — if there were a two percent
increase, it shows you exactly how that impacts employee contributions and employer
contributions and a total, and if you go to the bottom, that particular increase, the
maximum increase to the employee, if they have the PPO, the more expensive plan, the
PPO, plus family, is $19.87. And this is if there is a three percent increase, which is
$29.81 cents for the most expensive plan. So [ wanted to show everyone that so that you
can see what it would potentially do. These increases, any time that the Board has
increased the health insurance premiums they don’t go into effect until January and
usually are implemented at the same time we would implement any kind of cost of living
increase.

Our biggest problem, we didn’t for several years we didn’t increase any of our
medical or dental by very much. Not enough to keep up with the costs, so while we had a
reserve in our self-insurance fund so that if claims exceeded our premiums we would be
able to cover that with reserves. Two years ago that fund took a huge hit by several
hundred thousand dollars, and this year it was dead even. And that was with a large
increase in premiums last year. And we also did see less — we anticipate, and this goes to
one of the Clerk’s questions, is we didn’t even have many elective surgeries last year so
claims were actually down from the perspective of not as many people could go have
elective surgery. A lot of people also didn’t go to the dentist. So we saw our dental claims
go down.

What this tells you is that optimistic, moderate, conservative — if you did nothing,
it basically tells us we would have nothing for claim fluctuations; we’d have zero. That
second line, we’d have nothing if we have additional claims, and we’d have nothing for a
buildup for cash reserves. If you did the two percent increase you’d have $194,000 for
fluctuation in claims, which it doesn’t take much, and if the Board would like I could
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give you a much more detailed presentation on our claims, but we pay the first $225,000
of any medical bills out of our fund. So it doesn’t take much to get to $7.7 million if you
have multiple employees who have a major illness. Just even one premature baby can be
a claim in the $2 million frame and we pay the first $225,000 of that.

We used to do $150,000, then we went to $175,000, then we went to $200,000
and now we’re at $225,000 and we have about — usually about seven claims a year that
hit that big number, but we’ve been having more and more that are in the over $75,000,
and all of that is covered. Anything up to $225,000 is covered by our fund.

And then Option 2 is the two percent and Option 3 is the three percent. What that
would do is give us a claim fluctuation margin and it would give us a little bit to rebuild
the cash reserves. Just to remind the Board, we have a policy to build up the reserves in
this fund to try to be at least 50 percent of our projected claims, and we’re not anywhere
near that. We’re down — well, look at it this way; if we stopped doing it ourselves and to
date paid out any claims that are outstanding we would be in the negative; we could not
cover them. We would need to come up with probably about three-quarters of a million
dollars.

There’s enough when we fluctuate but just so you know, just today, if we said,
okay, we’re not going to do this anymore. We’re going to go to the state, we’re going to
go back to the state and join their plan and stop ours, we would have to pay out trailing
claims and we would not have enough to cover that. They usually takes 60 to 90 days to
come in and we would not in our reserves have enough to cover that. So we’re off-target
on reaching 50 percent of our projected paid claims unless we have an increase enough to
help build up a little bit of our cash reserves.

We were on target for the first two years, three years. We built reserves but the
last two years, and we even actually by the way, Board, we contributed an additional
$260,000 two years ago just directly, not through premiums, at no cost to the staff. We
increased our reserves in that fund by $260,000 in addition to the premium increase. So
that’s why Option 3 would help give us some claim fluctuation and help build the
reserves.

I put the dental in there but that’s for your information. We actually did okay with
dental. We ended the year with a little bit of additional funding in dental after all claims
were paid. It had been losing every year. It was our — I think for our first three years we
lost. Then we broke even and this year we had about $100,000 over and above all claims
and insurance premiums paid so I would not — although I put it in there because I asked
Gallagher for the estimate — we did not put anything in there — I wouldn’t recommend an
increase but I did provide the information.

So here’s a summary of all of those things. If you did the lower end of
recommendations — that’s the 50 cents per hour for the lowest paid, plus the cost of living
adjustments at the lowest levels, and the healthcare at the one percent, and the one-time
payment, you’d be looking at a recurring cost of about $2.1, $2.2 million and a onetime
of $1.5, $1.6 million. And at the high end you’d be looking at about a $5 million
recurring cost if you did the FTEs, as well as the highest COLAs and the one-time
payment.

Also, what’s not built into the budget — ’'m not going to go through these — but
what’s not built into the budgets is the list of legislation that was passed by the State of
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New Mexico that will have some impact on our recurring budgets in FY22 and beyond.
We’re still working to see where we might need to increase the budget in order to cover
it. One of them that would need to go into consideration with our union negotiations with
the Fire is that certain overtime pay is now considered part of the base salary for PERA
purposes and we have not calculated up what that is yet.

The restaurant GRT tax deduction, we will not receive restaurants that are
opening back up. There’s four months that they don’t have to submit their GRT, but there
was an appropriation in there to keep the local governments whole. And then the Per
Diem and Mileage Act changes are some that could affect our cost of travel that we need
to make sure we account for in our travel estimates. And then obviously, the New Mexico
Civil Rights Act, we have our insurance rates for the rest of this calendar year but we
don’t have our insurance rates for January 1 going forward, so we do not know the
impact on our general liability and our law enforcement and medical malpractice
insurance.

So, sorry. A lot of information. Trying really hard to make sure you had
everything that we have and I stand for any questions, and suggestions,
recommendations, etc.

COMMISSIONER HAMILTON: Thank you. First of all, I just want to
start out saying that was an unbelievably good, informative, well organized presentation.
We’re really, really grateful for that. And I think — it’s a huge amount of information. I'm
sure we’re all a little bit overwhelmed but I’d like to go through the Commissioners. I’ll
start alphabetically and see if they have any questions. Commissioner Hansen, do you
have anything you want to ask about at this point? We will have other shots at this,
obviously, at future meetings.

COMMISSIONER HANSEN: Madam Chair, I concur with you that there
was a tremendous about of information. I think I did write down a few questions. Do we
have another 1/8 hold harmless that we can institute at any time?

MANAGER MILLER: Madam Chair, Commissioner Hansen, yes. We
have all of our increments imposed except for that last hold harmless 1/8. We imposed
the first one back in 2015 to fund the administrative buildings, the roads in the tribal area
and some ADA compliance. So half of that goes to debt service; the other half goes to
maintenance and improvements on our facilities. And then we imposed the second 1/8
about three years ago, four years ago for the public safety and behavioral health.

COMMISSIONER HANSEN: So we have one more.

MANAGER MILLER: Correct.

COMMISSIONER HANSEN: And when can we implement that?

MANAGER MILLER: You can implement it any time but it goes into
effect — it’d be too late to do it to go into effect July 1, but whenever, you need 90 days.
You would need to pass an ordinance 90 days in advance. I’ve got to make sure none of
this law changed but it’s typically 90 days in advance of the date it would be enacted.
And that can only be enacted July 1 or January 1.

COMMISSIONER HANSEN: Okay. Thank you. I just had a few items I
wanted to add under different items but I think that I can talk to you, Manager, about that
and we can discuss that in a standing — or something like that. Because I think in general
we’re doing the items that we have been trying to move forward with and raising
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everybody’s pay to $15 I feel like is really an important issue. So I’'m grateful to see that.
So there are some things I think we could add under Planning, which might be the issue
with the shooting ranges and how we would fit that in, and possibly a little bit more in
Sustainability. I think we can talk about this at a standing, and so I appreciate all the work
that staff has done on this to put this together. It is a tremendous amount of information.
So thank you so much.

COMMISSIONER HAMILTON: Thank you. Commissioner Hughes.

COMMISSIONER HUGHES: Thank you. I just have one quick question,
going back to the expenses to date for the County. I was curious as to why when we’re 75
percent through the year we’re only at 53 percent of our expenses. That confused me a
little bit.

MANAGER MILLER: You are very astute to catch that. Madam Chair,
Commissioner Hughes, so we had a hiring freeze, so for the first six months of the year
we had quite a bit of salary and benefits that was not being expended and although we
didn’t budget all of that we did budget starting January 1 but it takes a while to get staffed
up, so we’re seeing right now that we’re getting staffed up on that. Secondly, there’s
some large costs, like BDD is over $2 million. We haven’t paid that yet. There are — quite
a bit of the spending also for fixed assets, we did not let the funding go until late in the
calendar year. And also behaviorally, departments tend to start to buy everything — they
hold back on spending and start spending in the second half of the year.

And they do that regardless of the pandemic, but they did it more so. But you will
see not just a typical 25 percent spending for the last quarter; you’ll see something
significantly more than that. But if you noticed in Yvonne’s projections to the end of the
year, you see it catch up. It won’t catch up all the way though. We won’t be 100 percent
expended, which is why I said I’'m actually quite proud of County staff, department
directors, the elected officials, for being frugal during the pandemic because we did not
know where we would be. And they still provided all the critical services without
blowing through their budget.

And so we didn’t have to add money to budgets, which sometimes we do, but also
just behaviorally, departments ten to wait to the second half of the year to buy a lot of
their things. But I have seen an increase in all our contract activity. So for instance with
Growth Management and Economic Development and Planning, a whole bunch of those
contracts just came through. I’ve signed a ton of EPAs for new hires to fill all of the
positions that we had frozen. I have seen — and then also we have some bills that need to
be paid and we tend not to pay them till the end of the year. We don’t get invoiced for a
lot of stuff till towards the end of the year. Plus we do a large push to pay everything out
and make sure that everyone gets any outstanding invoices paid at the end of the year.

COMMISSIONER HUGHES: Okay. I thought there must be some big
expenses and the other reasons make sense too. So that’s my only question. Back to you,
Madam Chair.

COMMISSIONER HAMILTON: Thank you. Commissioner Garcia, do
you have any questions at this point?

COMMISSIONER GARCIA: Thank you. So really quick, Katherine. You
and your staff did a great job. You do an excellent job for Santa Fe County, and I have
some questions but at our standing I’ll ask those questions next week. So for the

TZRZ-ET/58 dITIODTY HAAITTD D48



Santa Fe County

Board of County Commissioners
Special Meeting of April 16, 2021
Page 32

individual, you send a billion dollar budget for the State of New Mexico. You do an
excellent job, you and your staff. Katherine, you get it. You know that. You’ve known
that for a long time. And so I just have a couple of questions for you but I will wait for
my standing in asking about them. But great job, you and your staff.

MANAGER MILLER: Thank you.

COMMISSIONER GARCIA: I’ve known Katherine for a long, long time
and great job, Katherine. You know that budget very, very well. Thank you, Katherine.
We’ll talk at our standing. Thank you.

MANAGER MILLER: Thank you.

COMMISSIONER HAMILTON: Thank you so much, Commissioner
Garcia. I actually had one other question, which some reactions, like the one on raising
salaries, which I agree is really important and some of the others like potential one-time
payments, and even on some of the things that represent choices, like on the FTEs that
will give us a range of budget impacts that we will have evaluate, you said you had some
information, you want to be able to provide us information on options for how to pay for
those. I assume that’s coming maybe next week at the next budget study session. Is that —

MANAGER MILLER: Madam Chair, I could basically give you my
insight to that right now. So when I showed you the revenues, if you look at what sustains
our recurring operations, it’s property tax, gross receipts, investment income — it’s not so
much all our other little fees and what not, but just in those three, primary general fund
revenues, I’m estimating from our better years of 19 and 20 that those are going to be
down by about $6.5 million. If you look at what I was saying that all those things cost,
take out the one-time payment — if you took out the one-time payment, the other things, if
you were to, and I’m not sure that I would recommend all of those things at the highest
level, but if you were to, let’s just say that’s $5 million a year recurring. Well, the rescue
money is good for three fiscal years And it can be used for revenue replacement.

So if you just look at replacing property tax revenue that we’re down, GRT
revenue that we’re down, and investment income that we’re down for three years, that’s
about $6.5 million, or $19.5 million. If you were to just reserve out of the CARES Act
funds, Rescue funds — I’'m never going to stop saying CARES Act, CARES+, if you just
were to reserve out of that $29.5 million, $19.5 million towards revenue replacement for
three years, you could cover and — I don’t want to say hope. I really do believe that our
GRT and our property tax will recover to that level and exceed it by 2024, so that you
would actually be covering those expenditures, recurring, with a non-recurring but until
that recurring revenue came back.

So that’s why I think — I think that you would be able to fund a portion of those
requests. I think you easily can fund the one-time, because we got CARES Act money
that we didn’t expect this year, so it helped our bottom line. So you’d be able to use cash
balances to fund that one-time. And then of those other increases I think that you could
select some level of those of additional FTE, of a COLA, for the next two years, and of
the lowest paid and health insurance premium insurance increase, and know that you
have the revenue replacement from the Rescue Plan to cover them for three years.

If you see at the end, if the Board could make it into next year and we see oh, this
isn’t happening, one of the things that we know we are really good at doing is pulling
back our spending. As I said, [ want to — I cannot stress enough to acknowledge how hard
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all of the department directors and the elected officials and their staff worked through this
pandemic to continue to provide every service that we provide — maybe differently — but
they did it and they did it a reduced staff level. And they were able to pull back our
spending and until I know that even if we have another wave and the state shuts down
and we have another reduction, if you are conservative in keeping some of the Rescue
Plan money as revenue replacement, and not just immediately spending it, you will — the
County will be able to provide those increases, to fund some additional staff, and to
continue to provide all of our services and to cover the cost of a small premium increase
in our insurance, and then still be in a good, solid position when we’ve recovered.

COMMISSIONER HAMILTON: That’s fabulous. I appreciate it. I know
we had talked about that generally. I’m sure the Commissioners may want to do the
same. I just want to sort of reiterate support for what you just said about the incredible
acknowledgement that all the staff deserves for having accomplished what they did under
such really stressful, challenging circumstances.

MANAGER MILLER: Madam Chair, this also leaves some of that
funding for broadband expansion. I think that’s one that we can do with it. I'm hesitant to
suggest anything else without the guidelines, but that’s one that they did say. So that’s
one of the thoughts in my mind had been well, we’d be able to do maybe $2 million in
one year and $2 million in the next towards broadband expansion, but also, you might be
able to find additional funding through all those other sources in the $1.9 trillion plus
what the state put in in the way of it. So maybe you hold it until you say, oh, here’s where
I need a match. And we can use it for a match for maybe state funding or something like
that.

So I’'m partially hesitant. We also know that we may need to find gaps in the
social programs. So we may need to provide some additional funding to CONNECT, or
some additional funding to housing assistance for mortgages or rental, or business
improvement. But there so many of them out there right now that it’s like — and I'm not
100 percent sure what guidance we’re going to be given on our direct allocation. So that
was one thing I do know though is it was intended for revenue replacement and my
thought process was, well, hold some of that. If the revenues come back sooner then you
can shift it elsewhere.

So those three revenues, I said they were down about $6.5 million by projection,
if you held back $6.5 million for revenue replacement, but we saw by the end of next
fiscal year that we’re right where we think we’re going to be in 2 ' years, then you can
allocate it somewhere else. So that’s why I say that’s our best way to be conservative but
still be able to compensate the employees, to provide them — without a doubt there have
been increased costs of living in food if nothing else. And gas prices are starting to go
back up. So I think that cost of living for employees has definitely gone up and we
definitely need to consider that one of the priorities in allocating those Rescue Plan
monies to make sure that we don’t just send it all one direction but we kind of balance out
what we do with it and do it in a conservative way.

COMMISSIONER HAMILTON: Excellent. And before we consider
adjourning, could you also give us a very brief heads-up for what our goals and
objectives will be for the next budget study session next week will be.

MANAGER MILLER: So what I would like for me, between now and the
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next budget study session is to any feedback that you have individually for me of things
that you would like to see. More information? Do we have more stuff in the budget in
certain areas? Is there anything in there that I didn’t pull out to put out there for you that
you’re hoping to see? So that if I don’t have it I can figure out, okay, how can we
incorporate it? That’s one.

Two, is that in the next budget study session, which is schedule for April 30™, but
in the afternoon; it’s a Friday afternoon. Sorry. It was just the only time everybody was
really available. Is that we would look at the details of recommendations relative to the
fixed asset list, so I’d list out everything that was requested, and then everything that
we’re recommending for funding. There’s only a few. Like I would say, we tried to make
sure that hit everybody’s top ten. Some didn’t even have ten, but the Sheriff always has
20 requests, so we targeted the top ten for the Sheriff. They have lots of equipment, lots
of vehicles. So we tried — but we’re closing that gap, by the way, between what we
believe is available in funding and what the departments requested, we’re closing that gap
by individual conversations about what can be tackled right now in the current budget,
because as Hank astutely noticed, there’s still some room in their existing budgets
through the end of the year and we are anticipating having $10 million fall out of the
budget, which by the way is the $8 million, essentially, for fixed assets, and $1.5 million
for one-time payments.

So we still want to make sure that we come in somewhere in that range. And
when you’re talking hundreds of millions, $500,000 here and there, to predict that exactly
is difficult, but we’re still trying to hit that number to fall out of the budget to fund those
one-time things going into the next budget. But if there’s money within a department’s
budget, because they didn’t buy something, they didn’t do something, but they’re asking
for something else next year, we’re like, hey, if that’s something you can get now, get it
now.

So I’d like to be able to go through that list in more detail with you, and then also
go into more detail with you about the FTE requests and some recommendations there,
and how we would pay for them, as well as recommendations on the compensation
packages and health insurance premiums and how we would recommend paying for it
there. And give you also a little more detail of what does that look like for the average
employee’s salary. How does it play out in the paycheck at the end, if you give a one-
time, if you give a COLA, and then if you have an increase in insurance. Are they still
better off at the end with the payments or with the compensation plans that you have
authorized, if you do?

And then also I would provide a breakdown by union, a dollar amount, based on
the recommended overall compensation packages, what that equates to by union, because
each union — I have to always remind everyone that while you approve, possibly — say
you approved a one and a 1 % percent COLA, that equates to a certain dollar amount by
bargaining unit. We do not tell the bargaining unit how that’s allocated within their
members; that’s a contract negotiation. They may choose to do it straight as a COLA or
they may say we want to change our pay scale, or we may want to reward seniority, or we
believe we have this group that needs adjustments. But they work within that dollar
amount that’s provided by bargaining unit and we try to make that equitable across all
bargaining units.
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COMMISSIONER HAMILTON: Thank you for that. So Commissioners,
are there any other questions at this point?

COMMISSIONER HANSEN: Madam Chair.

COMMISSIONER HAMILTON: Commissioner Hansen.

COMMISSIONER HANSEN: Are we going to go to announcements
briefly?

COMMISSIONER HAMILTON: Yes. Yes. The very next thing.

3. CONCLUDING BUSINESS
A. Announcements

COMMISSIONER HAMILTON: Are there any announcements? Vv.

COMMISSIONER HANSEN: Thank you very much. I just wanted to
share with the Board that the board chair of ICLIE which we have been a member of in
the Sustainability Department. ICLIE is a local government for sustainability. Board
chair, Bridget Shea, who I work with at NACo and EELU invited me to participate in the
ICLIE Leadership Race to Zero, and 1 just wanted to share with you that I will be
speaking on cities for nature on the 21%, part of the Biden climate program and I there’s
more to it but ’'m just giving you a brief notice so that you k now. It mostly is all the
things that we are already doing. It is not including any new programs or anything like
that. It’s working on our greenhouse gas inventory, and by participating, we get
additional help from ICLIE that is compensated to us. So it’s actually a win-win for
everybody. So I just wanted to share that. Thank you, Madam Chair.

COMMISSIONER HAMILTON: Very nice. Any other announcements.

B. Adjournment

Commissioner Hansen moved to adjourn and was seconded by Commissioner
Hughes. With no further business to come before this body, Vice Chair Hamilton
declared this meeting adjourned at 12:10 p.m.

Approved by:

/; = ,

“Board of County Commissioners
Henry Roybal, Chair

KATHARINE E. CLARK
SANTA FE COUNTY CLERK
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Respectfu bmitted:
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453 Cerrillos Road
Santa Fe, NM 87501
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